
Managed Equipment Service

Flat-fee Flexibility
As in many other countries, healthcare managers in the Netherlands face 
a mounting challenge: to improve the quality of healthcare and meet rising 
demand while preventing budgets from spiraling out of control. Innovative 
medical imaging technology is part of the solution. Two Dutch hospitals 
have teamed up with Siemens to help them in their efforts.
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the time we were ready to invest in new 
technology nearly all systems were in 
line for replacement or nearing the end 
of their life-cycle. That meant we were 
looking at a huge investment.”

Functionality-based Contract
Wensing and Kraaijeveld represent two 
hospitals which have managed to simul-
taneously boost the quality of their im-
aging procedures and circumvent finan-
cial constraints by entering an 
innovative partnership with Siemens 
Healthcare. In the case of the HagaZiek-
enhuis, Siemens has assumed full re-
sponsibility for all imaging technology, 
for a period of 15 years. “The contract is 
based on functionality. We’ve agreed on 
a fixed annual fee, in exchange for which 
Siemens simply takes care that at any 
given moment our imaging technology 
is at least up-to-date and where neces-
sary cutting-edge,” says Kraayeveld.
To achieve this, the contract covers 
maintenance, software upgrades, quali-
ty control, and training. Crucially, it also 
enables that systems will be replaced at 
the end of their life-cycle – or sooner if 
necessary. Whether that last proviso ap-
plies is determined by the speed at 
which a new technology penetrates the 
market, explains HagaZiekenhuis’ radiol-
ogist Herma Holscher. “In strategic areas 
such as cardiovascular diseases and gyn-
aecological and pediatric care, we re-
quire cutting-edge technology. Once a 
particular innovation is available to col-
leagues in 50 percent of Dutch university 
hospitals Siemens will install it here at 
no extra cost. In other areas we employ 
a similar method using the 28 top [non-
university] hospitals in the country as 
a reference.”
Already the new systems installed in 
HagaZiekenhuis have made a significant 
contribution to improving patient care. 
In addition to boosting productivity, 
which results in reduced waiting times 
for patients, the hospital can now per-
form prostate biopsies more quickly and 
precisely thanks to ‘live’ magnetic reso-
nance imaging (MRI). Having access to 
the SOMATOM® Definition Flash com-
puted tomography (CT) system, with its 
unprecedented low radiation levels, is 

Ziekenhuisgroep Twente (ZGT) 
 comprises two hospitals in Almelo 
and Hengelo (photo). Siemens 
not only assumes full responsibility 
for the quality and uptime of imaging 
systems, but also ownership.

Over the last decade, the costs of 
healthcare in the Netherlands have in-
creased at roughly double the rate of 
GDP, of which they currently represent 
around one fifth. The average household 
now spends 22 percent of its income on 
a combination of public and private in-

surance policies. Without substantial 
cost savings in the healthcare sector this 
looks set to rise to 39 percent by 2040. 
In the face of this challenge, hospitals 
are busy streamlining their workflow. In-
vestments proposed by the various de-
partments must be carefully assessed to 
make sure money is used to maximum 
effect. In many cases, this is made more 
difficult by the growing demand for 
(new) healthcare procedures, which 
shows no signs of slowing down. In radi-
ology, the demand for imaging proce-
dures is growing even faster than the to-
tal healthcare budget.

Finding Resources
Nevertheless, the total picture indicates 
there is a sound business case to be 
made for investing in better imaging 
technology. Having access to the latest 
innovations enables hospitals increase 
productivity as well as improve the qual-
ity and cost-effectiveness of healthcare 
through earlier diagnosis and more pre-
cise imaging-guided surgery. This is an 
attractive proposition, especially since 
Dutch policy makers are keen to encour-
age competition between hospitals as 
a way of stimulating innovation, quality 
improvements, and cost savings.
However, finding the resources to make 
these investments is not always easy. 
“Replacing imaging systems takes a big 
chunk out of the budget,” says Peter 
Wensing, radiologist at Ziekenhuisgroep 
Twente (ZGT). “That means there’s a risk 
of investments being postponed, some-
times repeatedly, until suddenly you find 
yourself working with outdated systems 
– which compromises the quality of care 
and may even pose safety risks for the 
patient.”
There may of course be good reasons 
to postpone investments. For example, 
the HagaZiekenhuis, a hospital group 
with three locations in The Hague, decid-
ed not to buy any new systems until a 
major renovation and extension project 
had been completed. “Installing new sys-
tems and moving them after two years 
would have been a waste of money,” says 
the Radiology Department’s Manager 
 Peter Kraaijeveld. “Unfortunately, the ren-
ovation took longer than expected. By 



Hospital Management

3   Medical Solutions · November 2012 · www.siemens.com/healthcare-magazine

especially valuable since one of the 
Haga Ziekenhuis’ three locations is a spe-
cialized children’s hospital.

Better Quality Controls
In the northeastern part of the Nether-
lands, ZGT, which comprises two hospi-
tals in Almelo and Hengelo, entered a 
similar though not identical partnership 
with Siemens. At ZGT Siemens not only 
assumes full responsibility for the quality 
and uptime of imaging systems, but also 
ownership. This arrangement includes 
all the Radiology department’s imaging 
solutions, regardless of make or supplier. 
This relieves ZGT of the responsibility for 
technical maintenance as well as the ad-
ministrative effort of managing hun-
dreds of contracts with dozens of differ-
ent suppliers.
Although ZGT’s facility manager Henri 
Wijers recognizes the cost-saving benefit 
of this approach, it was not ZGT’s primary 
focus, he stresses. “Our main concern was 
to introduce better quality controls, es-
pecially with a view to patient safety. We 
felt that a specialized party like Siemens 
would be able to do that far more effec-
tively. Additionally, we expected this 
type of contract to give us more flexibili-
ty. Technology develops at a spectacular 
pace, and there is a lot of uncertainty 
about the way the Dutch healthcare sys-
tem will develop over the next few 
years. We wanted to be able to quickly 
adapt to changing circumstances.”
The contract offers such flexibility. 
For example, ZGT brought forward the 

replacement of an MRI scanner when 
demand for MRI procedures grew more 
rapidly than expected. “At the same time, 
we wanted to upgrade to a three Tesla 
system, as opposed to the 1,5 Tesla 
 anticipated in the contract, since three 
Tesla was establishing itself as the new 
standard more quickly than we originally 
thought.”

Finding Service Windows
The flat fee agreed with Siemens en-
ables both hospitals to distribute the 
cost of such investments evenly. It also 
represents direct cost savings. Kraai-
jeveld: “Just looking at purchasing and 
maintaining systems, we expect to save 
around five percent per year. And that’s 
without all the time and money we save 
by not having to start up complicated 
tender procedures for each new system.”
In addition to saving money, the con-
tracts are also designed to improve the 
continuity of imaging procedures. “We 
set ambitious goals for the availability of 
systems, close to 100 percent, and it’s 
up to Siemens to meet them,” ZGT’s 
 Peter Wensing says. So far, he is more 
than happy with the way this is handled. 
“There’s always a service engineer on 
site. And I’m particularly pleased with the 
way Siemens organizes planned mainte-
nance. For years, we tried to get suppli-
ers to do their maintenance at times 
when the systems were not in use. We 
never succeeded. Now Siemens takes 
the initiative to find and exploit these 
service windows.”

Focusing  
on Patient Care
“This contract means we 
are  relieved of a substantial 
amount of work. Hospitals have 
long tried to do everything 
themselves. However, instead 
of trying to manage the ever 
more complex technology in our 
hospitals ourselves, I feel it’s 
wiser to focus on those aspects 
of the care process closest to 
our core business: looking after 
people. Of course, the jury is out 
on whether outsourcing is al-
ways the best solution. But in 
this case, I’m pretty sure it is.” 
Meindert Schmidt, CEO, ZGT, 
The Netherlands

Radiologist Peter Wensing, MD, Meindert Schmidt, CEO, and Henri Wijers,  
Head of Facility Management, ZGT (from left)

Peter Kraaijeveld, Sector Manager Radiology,  
and Herma Holscher, MD, Radiologist and Medical 
 Manager at HagaZiekenhuis
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Summary

Challenge:
•	Keeping	imaging	technology	up-to-date
•	Maintenance	and	service	of	imaging	

technology
•	Training	of	engineers	and	technicians

Solution:
•	Managed	equipment	service	contracts	

with Siemens

Results:
•	Competitive	imaging	department	with	

up-to-date technology and staff 
•	Less	system	downtime
•	More	flexibility	regarding	other	invest-

ments

Further Information 

www.siemens.com/xxxxxxx

Remote monitoring of systems further 
minimizes downtime, Wensing adds. 
“On two occasions, such readings indi-
cated that the X-ray tube in a CT scanner 
could give out at any moment, enabling 
Siemens to install a new one at a conve-
nient time. If a tube breaks while the 
system is in use, you easily lose half a 
day worth of scans.”
The risk of downtime is further reduced 
by continuous training of users. Siemens 
periodically assesses their knowledge 
and skills and organizes tailored, web-
based trainings to close any knowledge 
gap.

Mutual Trust
Both ZGT and HagaZiekenhuis empha-
size that this type of partnership re-
quires more than a sound contractual 
framework. Holscher: “I sometimes com-
pare the contract to a marriage agree-
ment. Of course, you need it. It’s there 
to fall back on if you need to settle 
 questions, disputes or if circumstances 
change. But it doesn’t have to provide 
for every tiny detail. To make the part-
nership work, you first of all need a de-
gree of mutual trust and understanding. 
That’s one of the major reasons we 
chose Siemens. They understood that 
this partnership had to be more than the 
total sum of lots of smaller contracts.”
ZGT’s Henri Wijers feels that the long-term 
scope of this type of partnership encour-
ages a more constructive, open way of 
dealing with each other. “For example, 
at one point we requested an extension 
of the support on imaging systems in 
the trauma rooms to 24/7. Siemens gave 
us a price but added that they didn’t 
think the investment would be worth-
while as our real problem was of an 
 organizational nature.” Wensing adds: 
“I certainly don’t get the impression 
 Siemens is now resting on its laurels. 
Quite the opposite, in fact. They seem 
more involved than ever.”
That involvement need not be restricted 
to ensuring the quality and availability 
of imaging technology. At HagaZieken-
huis, the partnership encompasses a 
whole range of activities in which the 
hospital and Siemens can help each oth-
er, including scientific research. Addi-

tionally, Siemens will help to analyze the 
hospital’s processes for potential im-
provements. “We certainly have our own 
expertise and ideas in that area,” says 
Kraaijeveld. “But if you restrict yourself 
to your own vantage point, there’s a real 
risk of developing tunnel vision.” He 
 expects Siemens to provide not only in-
ternational best practices from other 
hospitals, but also useful insights from 
completely different environments. “For 
example, I’m sure they can help us to 
	implement	LEAN	principles	in	our	labo-
ratories, possibly based on the experi-
ences in Siemens production facilities.”
At ZGT, where the contract is about to 
enter its third year, Henri Wijers is happy 
to build on the level of cooperation 
achieved so far. “We are considering ex-
tending the contract to our nuclear med-
icine department. We wouldn’t do that if 
the partnership didn’t work. Personally, 
I much prefer this type of cooperation to 
incidental contracts. The latter take up 
much energy and relatively high transac-
tion costs. I’d rather invest that energy 
in a good, meaningful partnership. For 
me, that’s one major, non-quantifiable 
benefit of this contract.”

At HagaZiekenhuis, a hospital group with three locations in The Hague, Siemens has as-
sumed full responsibility for all imaging technology for a period of 15 years.


